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Selected organisation: Broken Hill Proprietary (BHP) Group Limited, Australia
The mining industry faces increasing pressure to reduce emissions while supplying minerals essential for the energy transition. Environmental regulations and changing stakeholder expectations make sustainability an important strategic marketing consideration.
This report critically examines BHP Group, an Australian multinational mining company, focusing on three external marketing environment actors: the Natural Environment, the Political-Legal Environment and Social Environment.
Ansoff’s Growth Matrix and Porter’s Generic Strategies are subsequently applied to recommend competitive strategies, followed by critical reflection on strategic decisions and professional learning.
[bookmark: _Toc243240434][bookmark: _Toc243341308]TASK 1: MARKETING ENVIRONMENT ANALYSIS
[bookmark: _Toc243240435][bookmark: _Toc243341309]1.1 Selection of Broken Hill Proprietary (BHP) Group and Strategic Justification
BHP Group has been selected because its diversified mineral portfolio creates both opportunities and challenges associated with the global transition towards a lower-carbon economy. Its key commodities, including copper and iron ore, support electricity infrastructure, renewable energy technologies and substantial steel production.
The International Energy Agency (IEA, 2025) projects increasing global copper demand driven by electrification. However, declining ore grades, environmental constraints and rising investment costs may restrict supply, creating significant long-term strategic opportunities for BHP.
Nevertheless, a contradiction exists although BHP’s minerals support decarbonisation, extraction and industrial processing generate environmental impacts. BHP (2026) acknowledges climate-related risks and environmental responsibilities in its corporate reporting.
[bookmark: _Toc243240436][bookmark: _Toc243341310]1.2 External Marketing Environment Framework
The Macroenvironment encompasses external forces that influence an organisation’s strategic decisions, operational performance and competitiveness. The Political, Economic, Social, Technological, Environmental and Legal (PESTEL) framework identifies these influences. Kotler et al. (2024) emphasise that monitoring external changes enables organisations to identify opportunities, anticipate threats and maintain competitive advantage.
Three macroenvironmental factors have been selected for BHP the Natural Environment is prioritised because climate change, greenhouse gas emissions, resource scarcity and biodiversity loss create significant operational and reputational risks.
The Political-Legal Environment influences environmental compliance, investment decisions, production costs and international market access through government policies and regulations.
[bookmark: _Toc243240437]The Social Environment shapes BHP’s marketing strategies through increasing expectations regarding corporate social responsibility, ethical mining, Indigenous peoples’ rights and community wellbeing. Maintaining stakeholder trust and a social licence to operate is essential for long-term sustainability (BHP, 2025).
[image: ]Table 1: External Marketing Environment Analysis of BHP
Source: Author’s analysis based on Kotler et al. (2024) and BHP (2025)
[bookmark: _Toc243240438][bookmark: _Toc243341311]Critical Evaluation
1.3 Actor One: Natural Environment 
[bookmark: _Toc243240439][bookmark: _Toc243341312]1.3.1 Climate Change and Operational Emissions
BHP faces two decarbonisation challenges. Reducing operational emissions and addressing emissions across its value chain. According to BHP (2025), operational greenhouse gas emissions decreased from 10.0 million tonnes of carbon dioxide equivalent (MtCO₂-e) in financial year 2024 (FY2024) to 8.7 MtCO₂-e in financial year 2025 (FY2025), representing a 13% reduction. However, operational improvements do not necessarily reduce emissions associated with downstream steel production.
Hart’s (1995) Natural-Resource-Based View suggests that pollution prevention, product stewardship and sustainable development can strengthen competitive advantage. Applying this theory, BHP could enhance competitiveness through renewable energy, electrification and resource-efficient technologies (BHP, 2025).
Nevertheless, environmental investments do not guarantee competitive advantage, as competitors may adopt similar technologies while implementation costs remain substantial. Therefore, BHP should prioritise initiatives delivering measurable emissions reductions, operational efficiency and commercial value (Hart, 1995; BHP, 2025).
[image: ]Table 2. BHP’s Environmental Performance: Evidence and Critical Evaluation
Source: BHP (2025), Annual Report 2025. Figures supplied for this analysis; verify against the report before submission.
BHP’s reported Scope 1 and Scope 2 operational emissions decreased from 10.0 MtCO₂-e in financial year (FY2024) to 8.7 MtCO₂-e in financial year (FY2025), representing a 13% reduction. This demonstrates progress in reducing operational emissions and provides supporting evidence for BHP’s environmental sustainability positioning. However, reductions in operational emissions do not necessarily indicate decarbonisation across the entire value chain, particularly as Scope 3 emissions associated with downstream iron ore processing remain significant (BHP, 2025). changes in production volumes, energy sourcing and operational activities must be considered before attributing emissions reductions entirely to environmental initiatives. Although BHP’s reported improvements demonstrate progress towards sustainability objectives, environmental marketing claims require transparent reporting and independently verified performance data to establish credibility. Consequently, BHP must address both operational and value-chain emissions to strengthen stakeholder confidence and maintain its long-term environmental reputation (BHP, 2025).
[bookmark: _Toc243240440][bookmark: _Toc243341313]1.3.2 Resource Scarcity and Biodiversity
Mining operations contribute to land disturbance, water consumption and biodiversity loss, creating challenges. The United Nations Environment Programme (UNEP, 2024) emphasises the importance of sustainable resource management. For BHP, expanding copper production supports renewable energy development but may increase pressure on ecosystems and water resources.
Elkington’s (1997) Triple Bottom Line framework evaluates organisational performance through economic, environmental and social dimensions. Applying this theory, BHP must balance mineral production with ecological protection and community wellbeing.
[image: ]Table 3. Verification of BHP’S Environmental Figures
Source: BHP Annual Report 2025⁠
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[bookmark: _Toc243341314][bookmark: _Toc243240442]1.3.3 Green Marketing and Environmental Credibility          
[bookmark: _Toc243341315]Environmental sustainability also creates opportunities for BHP to strengthen its ⁠ competitive positioning through responsible marketing and industrial collaboration. According to BHP (2025), the company collaborates with 11 steel producers representing approximately 22% of reported global steel production, with US$171 million committed to steelmaking decarbonisation initiatives by June 2025.
These partnerships support BHP’s goal of developing steelmaking technologies capable of reducing greenhouse gas emissions intensity by 30% compared with conventional blast furnace production, collaboration with China Baowu 
on hydrogen-based ironmaking demonstrates BHP’s commitment to lower-emission technologies (BHP, 2025).
However, technological innovation does not guarantee commercial adoption or measurable environmental improvements. Delmas and Burbano (2011) highlight the risks of greenwashing, where organisations exaggerate environmental achievements to gain competitive advantage.
Applying this perspective, BHP should support environmental marketing claims with independently verified emissions data and transparent product-level reporting. 
[bookmark: _Toc243240443][bookmark: _Toc243341316]1.4 Actor Two: Political-Legal Environment
Government environmental regulation influence BHP’s operational costs, investment decisions and international competitiveness.
The European Union’s Carbon Border Adjustment Mechanism (CBAM) introduces carbon-related obligations for selected imported products, including iron and steel (European Commission, 2023). Although BHP’s iron ore is not directly covered, these regulations may indirectly affect BHP through steelmaking customers seeking lower-emission production and greater supply-chain transparency.
Porter and van der Linde’s (1995) Porter Hypothesis suggests that well-designed environmental regulations can stimulate innovation and improve resource efficiency,  strengthening competitiveness.
However, regulatory compliance does not automatically increase profitability, particularly when low-emission technologies require substantial investment. Consequently, BHP should integrate regulatory compliance, technological innovation and customer collaboration to balance environmental responsibilities with long-term commercial performance (Porter and van der Linde, 1995).
1.5 Actor Three: Social Environment
The social environment influences BHP’s marketing strategy through increasing expectations regarding corporate social responsibility, ethical mining and Indigenous peoples’ rights. Kotler et al. (2024) emphasise that changing societal values influence organisational reputation and competitiveness.
BHP (2025) highlights its engagement with Indigenous communities and commitment to cultural heritage protection and stakeholder relationships. BHP continued negotiating agreements with Traditional Owners in Australia to strengthen cultural heritage management and community partnerships.
The 2020 destruction of Aboriginal cultural heritage sites at Juukan Gorge by Rio Tinto, rather than BHP, demonstrates the mining industry’s reputational risks and the importance of cultural heritage governance (Rio Tinto, 2020).
However, corporate social responsibility initiatives do not automatically establish stakeholder trust. Peattie and Belz (2010) argue that sustainable marketing requires genuine environmental and social value rather than promotional claims.
Consequently, BHP should prioritise meaningful community consultation, Indigenous cultural heritage protection and transparent reporting of measurable social outcomes to maintain its social licence to operate and long-term competitive advantage (BHP, 2025; Peattie and Belz, 2010).
[bookmark: _Toc243240444][bookmark: _Toc243341317]1.6 Task 1: Overall  Evaluation and Strategic Implications
BHP’s transition towards lower-carbon operations is influenced by interconnected Natural, Political-legal, and Social Environmental factors. Climate change, resource scarcity and biodiversity loss create sustainability challenges, while environmental regulations influence compliance costs and investment decisions. societal expectations concerning ethical mining, Indigenous peoples’ rights and corporate social responsibility affect stakeholder confidence and organisational reputation (Kotler et al., 2024; BHP, 2025).
However, a strategic contradiction exists expanding copper production supports global decarbonisation but may intensify environmental degradation, resource consumption and community concerns.
Consequently, BHP should pursue sustainable growth supported by measurable environmental safeguards, financial viability and meaningful stakeholder engagement to strengthen competitiveness (Elkington, 1997; BHP, 2025)
[bookmark: _Toc243240445][bookmark: _Toc243341318]TASK 2: STRATEGIC GROWTH AND COMPETITIVE POSITIONING
[bookmark: _Toc243240446][bookmark: _Toc243341319]2.1 Application of Ansoff’s Growth Matrix
Ansoff’s (1957) Growth Matrix provides a framework for evaluating four strategic growth options: market penetration, market development, product development and diversification.
The model is appropriate for BHP because it enables management to compare growth opportunities according to existing and new products and markets.
However, the framework does not independently evaluate environmental consequences or financial feasibility. Therefore, its application should be combined with sustainability and competitive analysis. 
[image: ]TABLE 4. Ansoff Matrix Applied to BHP Group
Source: Adapted from Ansoff (1957), BHP (2024) and IEA (2025).
[bookmark: _Toc243240447][bookmark: _Toc243341320]2.2 Recommended Strategy: Market Penetration and Product Development
The recommended strategy is market penetration supported by selective product development. According to Ansoff (1957), market penetration involves increasing sales of existing products within established markets, while product development focuses on introducing new or improved offerings to existing customers. Market penetration has been prioritised because BHP already possesses established mining operations, technical expertise and international customer relationships (BHP, 2025). For example, BHP achieved record copper production of 2.02 million tonnes in financial year (FY2025), representing an 8% increase compared with financial year (FY2024), while iron ore production reached approximately 290 million tonnes (BHP, 2025). These operational capabilities provide opportunities to strengthen existing market relationships and improve competitiveness. However, market penetration alone may not address increasing environmental expectations. Therefore, selective product development through lower-emission mineral offerings and verified environmental information could strengthen BHP’s competitive differentiation and support sustainable growth (Ansoff, 1957; BHP, 2025).
[bookmark: _Toc243240448][bookmark: _Toc243341321]2.3 Evaluation of Alternative Growth Strategies
Market development offers opportunities through increasing demand for copper in electricity networks, electric vehicles and renewable-energy infrastructure. The IEA (2025) projects substantial growth in copper demand and identifies potential future supply constraints. However, expanding mining production creates financial, environmental and geopolitical risks. New projects may require substantial investment and lengthy development periods.
The World Bank (2020) similarly identifies the importance of minerals for clean-energy technologies while recognising the sustainability challenges associated with mineral extraction. Diversification into recycling or advanced mineral processing could provide future growth opportunities. However, diversification may expose BHP to unfamiliar technologies, competitors and business models.
Ansoff (1957) indicates that entering new markets with new products generally involves greater uncertainty. Therefore, diversification should remain a selective longer-term option rather than the primary growth recommendation.
[bookmark: _Toc243240449][bookmark: _Toc243341322]2.4 Competitive Advantage: Porter’s Generic Strategies
[bookmark: _Toc243240450][bookmark: _Toc243341323][image: ]Table 5. Porter’s (1985) Generic Strategies
[bookmark: _Toc243341324]Porter (1985) identifies cost leadership, differentiation and focus as approaches to competitive positioning. For BHP, the recommended approach is differentiation supported by cost discipline. Environmental differentiation could be achieved through independently verified emissions information, responsible production practices, reliable supply and technical collaboration.
For example, a steel manufacturer facing pressure to reduce emissions may value a supplier capable of supporting cleaner production processes. However, differentiation provides sustainable competitive advantage only when customers perceive meaningful value. Barney’s (1991) Resource-Based View suggests that competitive advantage depends on resources and capabilities that are valuable, rare, difficult to imitate and organisationally embedded.
[image: ]Table 6. Barney’s (1991) Resource – Based View to BHP
BHP’s operational expertise, customer relationships and environmental capabilities may support differentiation. Nevertheless, renewable energy procurement and emissions reporting could become standard industry practices. Therefore, BHP should develop integrated capabilities rather than relying solely on sustainability claims. Porter and Kramer (2011) argue that businesses can create shared value by connecting commercial success with societal improvement for BHP, this would involve pursuing environmental innovation that supports customer decarbonisation while generating commercially viable returns.
[bookmark: _Toc243240451][bookmark: _Toc243341325]2.5 Recommended Implementation Strategy
[bookmark: _Toc243240452][bookmark: _Toc243341326][image: ]Table 7. Proposed Sustainable Growth Implementation Plan

Source: Author’s recommendations informed by Ansoff (1957), Porter (1985), Barney (1991) and BHP (2026).
[bookmark: _Toc243240453][bookmark: _Toc243341327]2.6 Strategic Justification and Critical Judgement
Market penetration supported by selective product development represents a comparatively manageable growth approach because it builds on BHP’s existing capabilities. It also responds directly to the environmental and customer pressures identified in Task 1. However, the strategy should be implemented gradually.
Senior management should assess investment costs, customer demand, environmental benefits and financial returns before committing substantial resources.
The World Economic Forum (2022) emphasises the importance of coordinated industrial action in progressing towards net-zero objectives. Therefore, BHP should prioritise collaboration, measurable environmental outcomes and commercially sustainable investment.
[bookmark: _Toc243240454][bookmark: _Toc243341328]TASK 3: MANAGERIAL AND PROFESSIONAL REFLECTION
[bookmark: _Toc243240455][bookmark: _Toc243341329]3.1 Reflection on Company Selection
Reflecting on my strategic analysis, I selected Broken Hill Proprietary (BHP) because it demonstrates the complexity of balancing environmental sustainability with commercial growth. Initially, I considered sustainability primarily as an opportunity for organisations to strengthen reputation and competitiveness. However, examining BHP revealed that environmental responsibility involves difficult trade-offs between emissions reduction, operational costs, resource extraction and customer expectations.
Hart’s (1995) Natural-Resource-Based View helped me recognise that environmental capabilities can contribute to competitive advantage. Nevertheless, I also recognised that sustainability investments do not automatically generate financial returns. This developed my understanding of the importance of evaluating strategic decisions through both environmental and commercial evidence.
[bookmark: _Toc243240456][bookmark: _Toc243341330]3.2 Reflection on Environmental Actor Selection
I prioritised the natural environment because climate change and ecological pressures directly influence BHP’s operating conditions and future development. The political-Legal environment was selected because government policies can affect operating costs and market access. The social environment was 
selected as the third actor because increasing public expectations regarding corporate social responsibility, ethical mining, Indigenous peoples’ rights and community wellbeing influence BHP’s reputation, stakeholder confidence and long-term sustainability (Kotler et al., 2024; BHP, 2025). 
An important learning outcome was recognising that these environmental factors are interconnected. For example, environmental concerns such as climate change, biodiversity loss and water scarcity may encourage political and legal intervention, while increasing social expectations regarding corporate social responsibility, ethical mining and Indigenous peoples’ rights influence BHP’s environmental practices and stakeholder relationships. This demonstrates that marketing environment analysis should examine the relationships between natural, political and legal, and social environmental factors rather than treating each independently (Kotler et al., 2024; BHP, 2025).
[bookmark: _Toc243240457][bookmark: _Toc243341331]3.3 Reflection on Strategic Growth Decisions
Applying the Ansoff Matrix helped me evaluate alternative growth opportunities systematically. Although diversification initially appeared attractive because of emerging clean-energy technologies, further analysis highlighted the associated financial and operational risks. I therefore selected market penetration supported by product development. This decision reflects the importance of balancing strategic ambition with organisational capabilities.
Porter’s differentiation strategy also demonstrated how environmental performance could support competitive positioning. However, I recognised that environmental claims alone cannot guarantee customer loyalty or higher prices. Competitive advantage requires credible evidence, operational reliability and customer value.
[bookmark: _Toc243240458][bookmark: _Toc243341332]3.4 Limitations of the Analysis
The principal limitation of this report is its reliance on secondary information. Although academic research and corporate publications provide useful evidence, company sustainability reports may emphasise achievements while giving less attention to unresolved challenges.
Furthermore, industry forecasts are based on assumptions about technological development, government policy and future demand. The United Nations Environment Programme (2023) demonstrates the continuing gap between climate ambitions and the emissions reductions required to meet international objectives.
Therefore, corporate sustainability commitments should not automatically be interpreted as evidence of future performance. A professional consultant would seek independently verified emissions data, detailed investment costs, competitor benchmarks and customer purchasing information. I would also investigate whether customers are willing to pay higher prices for environmentally differentiated mineral products.
[bookmark: _Toc243240459][bookmark: _Toc243341333]3.5 Professional Learning and Future Development
This assignment has strengthened my ability to apply marketing frameworks to complex strategic decisions. It has also improved my understanding of critical evaluation, particularly the importance of questioning assumptions and comparing alternative recommendations. If presenting to BHP’s senior leadership, I would recommend a phased strategy supported by measurable environmental and financial indicators.
My principal professional learning is that effective strategic management requires balancing sustainability, commercial performance and stakeholder responsibilities. In future professional practice, I intend to strengthen my analytical skills by using quantitative evidence, financial scenario analysis and independently verified information when developing strategic recommendations.

[bookmark: _Toc243240460][bookmark: _Toc243341334]Conclusion
This report has critically examined the external marketing environment influencing BHP’s transition towards a lower-carbon business model. The natural environment, political, legal environment, and social environment were identified as three interconnected macroenvironmental factors influencing BHP’s strategic decisions, sustainability performance and long-term competitiveness.
Environmental challenges create substantial risks associated with greenhouse gas emissions, resource consumption and ecological impacts. However, they also present opportunities for innovation, customer collaboration and competitive differentiation. The application of Ansoff’s Growth Matrix supports market penetration combined with selective product development as an appropriate growth approach.
Porter’s differentiation strategy further suggests that independently verified environmental performance, technical expertise and supply reliability could strengthen BHP’s competitive position. Nevertheless, environmental investment does not automatically create competitive advantage. Success depends on customer demand, commercial feasibility, measurable environmental improvements and effective implementation. BHP should therefore pursue a phased, evidence-based strategy that integrates environmental responsibility into its commercial decision-making.
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Table 1: External Marketing Environment Analysis of BHP
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Porter’s (1985) Generic Strategies
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Application of Barney’s (1991) Resource-Based View to BHP
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